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OUR POLICIES

We heve developed within the School several policies that we spply un-
officially as a gulde in the development and administration of our training
and educationel services. These policies give us & basis for checking cur-
rent or contemplated action against our concept and interpretation of the
responsibility placed upon the School. Brief statements and descriptions
of these policies, given below, explain several essentiasls that are not ap-
parent in formal descriptions of organizations and activities.

1., Orgenization. 1In our organizetion, we have endeasvored to combine
the advantages of organizations built sround geographic breakdowns and around
functional breakdowns, end to minimize the disadventages that naturally de-
rive from compartmeﬁtalization along geographic or functional lines. Closely
related to the nature of our orgénization is our personnel policy, discussed
below, dealing with what we cell "bi-competence," which policy makes possible
the existing type of organization. Also dictating in part the nature of our
orgenization is our objective to provide as intimate integration as is fea-
sible of area training and langusge training.

Basically, the School is organized geographically into two major COMPO~-
nents concerned for Eastern Studies (the U.S.S.R., and East, Southeast and
South Asia, excludingvPakistan) and Western Studies (the Western Hemisphere,
Free Europe and the Communist Satellites of Eastern Eufope, the Middle Esst
and Africa). This geographic breskdown for the base of our organization was
selected because it is believed that it surpasses the traditional functional

breskdown in permitting nstural integration of area and language training,
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Success in integration, however, depends on the degree to which
vwe can realize the "bi-competent" principle of our personnel policy,
and then can direct and apply these talents to integrated lenguage/
area instruction. In the initisl two ﬁeafs of guided development along
these lines, I feel we have been‘agreeably successful. On the one hand,
we have considered selection of new employees in terms of their multiple
talents, we have encouraged and aided predominently area speciallsts to
develop compenionate language competence (notsbly in Arabic, French and
German), and we have initiated activity by single individusls in both
lenguage and area training. On the other hand, in the development of
our own languasge programs and materisls, we are increasingly introducing
méterials desling with the total culture of the areas, and we are working
on introduction of language ss part of training that is predominently
area training. Our first experiment at total integration began with an
area course on the U.5.5.R. given entirely in Russian during scademic
year 1956-7. Comperable courses now are scheduled for 1958 in French,
German and Italian.

The advantages of the traditional functional breskdown into language
departments and area (history, internationsl relations, etec.) departments
are being sought through the creation and work of en Area Training Advi-
sory Committee and a Languesge Training Advisory Committee, Each of these
comnittees include al)l members of the faculty of both major geogrsaphic
components who are predominently concerned with language training or area

training., They recommend policies and practices that they feel should
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predominate in the execution of language and area training. We feel
that the work of these committees, controlled and directed by a long-
term agends, will minimize the disadvantages of water-tight compartment-
alization of sn exclusively geographic orgsnization, and will permit us
the strengths, without the wesknesses, of the traditionsl functional
compartmentalization of ares training and language training.

2. Personnel. The faculty consists of two administrative cate-
gories of personnel: staff employees and contract employees. Staff
employees are regarded as permasnent, career employees and, for the most
pert, persons who desire their careers to be primarily devoted to lan-
guage and area training, and to the continuing development and improve-
ment of this training in terma of the needs of the Agency. We think of
these persons as "key" personnel. Contract employees sre employed as
needed. They may be on as much as an arnual full-time basis or as little
as & mere "stand-by" basis to be pald by the hour when needed. The
School's basic policy is to heve on the permanent staff one, occasionally
two "key" employees for each major langusge family or geographic region
(as Romance, Germanic, Chinese character languages and areas), and engsge
contract employees as required to meet the fluctusting demands. Use of
contract employees in support of "key" personnel hss two predominent
economic advantages, and two primary functional advantages. Economically,
contract instructors capable of providing instructional services not pe-
culierly required from a trained scientific linguist can be employed each
for several thoussnd dollars a year less than a qualified scientific

lingulst. Moreover, they masy be employed and pasid only when needed.
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Consequently, it is possible to avoid staffing up with permanent staff
employees to meet a sizesble need that unforeseesbly may pess in a year
or so and leave the School with career employees who either cannot be
fully utilized or who must be relocated, often with difficulty, elsewhere
within the Agency. It also permits us to meet with reasonasble promptness,
sometimes & few deys, many unforseeable requirements that otherwise could
best be met within from six tb twelve months. Functionsally, use of con-
tract instructors permits selection of native speakers who can provide a -
refined native fluency to language instruction and simultaneously, a
bréadth, depth and sophistication to area training thet is not generally
eveilable from non-nstives with less than many, many years of formal edu-
cation and of intelligently-acquired experience in the ares and among the
people and their culture. Consequent to the foregoing, our policy on em-
ployment of personnel is to seek staff employees only for "key" pdsitiona,
and to employ contract instructors only as the fluctuating demands placed
upon us warrantktheir employment,

Two major policies are aspplied in the aelection of instructional per=-
gonnel, staff or contract. The degree of rigidity with which these poli-
cies dictate the selection of individuals varies in certsin cases, but
these policies provide our general guidsnce,

First, we seek persons who are what we call "bi-competent," that is,
they have ability and interest in contributing treining in both language
and ares. Primary resson for this policy is our belief in the superior
value, as well as effectiveness in terms of the Agency's mission, and of

economy, of integration of training in language and asres. We believe that
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neither can be reelly divorced from the other. Moreover, we believe
that an Agency‘employee conversant in the langusge and with the culture
is far more effective both when involved in personal relstions with the
people of a given culture and where involved in analysis, evaluation
and research dealing with information derived from within the total cul-
tural complex. Secondsry reason for this policy, is that it permits
the director of the School grester flexibility in acquiring maximum use-
fulness of the faculty, both in terms of taking advantage of individusl
strengthé and in terms of mobility in the face of fluctueting demands
for emphasis on language or on ares training,

The second msjor policy applied in selection of personnel relates
to possession of secondary competences in addition to specializaﬁions
in the general fields of lsnguage and sres for which individuals sre pri-
marily selected. In addition to selecting persons becsuse they are edu~
cated specislists in linguistics and languages and in the genersl field
of area studies, we want each of these persons, insofar as practical, to
be a substantive speciaiist in one of the disciplines of the social sci-
ences, humanities, natural sciénces and other disciplines of concern to
the intelligence profession., (For example, we now have persons who, in
addition to their major specislization in linguistics, languages and area
studies, are specialists in history, politicsl science, law and jurispru-
dence, letters and journaslism, psychology, naval science, statistics,
economics, ete,). Possession of these secondary substantive specializations
provides us with the resources for conducting a sound area program without
the need to employ additional persons as specialists in these fields which
we seek to find in all new employees, even in those who are employed pri-
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These two policies are applied in the selection of both staff ("key")
and contract employees, although more rigidly for staff employees.

We have adopted the three persomnel policies discussed herein with
belief that the general guidance we ga%n therefrom will lead us to ac-~
quiring the type of permanent and casusl (contract) staff that will permit
highly effective area snd lsuguage training and will sllow extensive flexi-
bility in the use of personnel., The objective is high calibre training with
maximum economy of persomnel and cost to the Agency.

3. Activities. We feel that, basically, our task is to provide inter-
nally training dictated by the special needs of the Agency and the peculiaf
requirements of the intelligence profession. Within the broad sphere of
our concern for all language and arees training required by Agency personnel,
we feel obligated to provide only those types of training that are not satis-~
factorily svailable in existing government treining establishments and pub-
lic and private educationsl institutions. We endeavor to avoid doing any
training ourselves that can be acquired satisfactorily elsewhere. It may
be stated, therefore, that training provided by the School is not aveilable
elsewhere or, vhere seemingly available, is not available under satisfactory
conditions. Our criterlis for determining satisfactoriness of external train-
ing is substance, cost, and security. Whenever training sstisfying our
standards eccording to these critefia is availsble outside the Agency, we
make full use of it. Most of the training in this category is language
training at other government schools (especislly in the Washington area) and

broad, general area training not specificslly oriented to the specisl require-
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ments of the intelligence profession aveilable at locel universities. A basic

policy, therefore, is to provide training required by the Agency and the
peculiarities of the intelligence profession where such training is not
suitably availeble at existing external government, public and private
institutions.

In pursuit of this policy, we are developing a type of area training
specifically designed for and oriented toward the intelligence profession.
Our program is distinct from academic programs which are designed primarily
to be culturally broasdening (at the undergraduate level) or to provide
speciaslized knowledge and academic discipline required for development of
scholars (greduate). By specific orientation of our prograr to the profes-~
sion we can give the intelligence officer the essentials of value to him
in his position, we can minimize elements of peripheral value, and we csan
accomplish directly relevent training in a far more pertinent menner and in
a much shorter time than could be done at any existing academic institution.
Moreover, the total cost of "pay-dirt" is fer less than it would be in an
academic institution where, in terms of the intelligence profession, the
amount of pay-dirt would be smell in relation to slag. The fact remsins,
however, thet the Arency does need some persons who approach understanding
of an ares in a traditional academic manner; for these persons, we rely on
existing institutions.

In the field of internal language training, we also endeavor to confine

our activities to training that cannot be satisfactorily obtained elsewhere.
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The most constant considerations here are substance and intensity. 3Security
also is a factor that restricts use of certein external facilities for cer-
tain types of employees. While some external language programs (particularly
at other government schools) can meet, and are used to meet needs for general
langusge skills not specifically adapted to the profession, there are not in
existence any language training programs that are designed to meet the lan-
guage requirements of the intelligence profession as that exists within the “//
Agency. Even use of the language programs of other government agencies (and
these, with our own, are the best language programs in the country) results
in about a 20% waste for Agency personnel due to the natural orientation of
their programs toward the needs of the sponsoring agency. Every language
course conducted by the School exists because one or more of three situations
exist: need for training in unususl languages; need for special emphasis

(ss scientific Russian and language of the intelligence officer); and need
for highly-flexible, intensive, full-time language training., All of our
language training activities are conducted because one or more of these con— -«
ditions exist and make unsuitable any available outside program, Where

these conditions do not exist, we prefer to use the most suiltable external
program--one or another of the government schools or an academic institution.
The choice depends upon 2 bslanced consideration of individual objectives

and the specisl peculisrities of each program, the sptitude and motivation

of the individual and the acsdemic requirements of various programs, the
comperative costs to the Agency, and considerations of security in esch in-

dividusl case,
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In conclusion, it is our policy for infernal lenguage tralning
to provide only training designed specifically for the profession in
terms of content and intensity with a view to adequately equipping in-
telligence personnel with the language facility required by thelr re-
sponsibilities in the most effective, efficient and economicsl manner.
Ideally, this means specialized, limited-objective, part-time programs -
for the functional specislist (as the scientist, the economic anslyst,
the reference librarisn), and intensive, full-time programs with empha-
sis on spesking for the general intelligence officer., Except in lang-
uages for which we have sizesble programs and staff, the smell number
of highly competent, rounded language officers required by the Agency in
each language should be largely trained in advanced programs outside the
Agency,

4. Inter-Agency Cooperation. A basic operating policy of this
School is to sdvocate and encourage inter-Agency cooperation; In our
minds, this cooperation mesns (a) msking fullest practical use of each
other's training activities, and (b) contributing and exchanging instruc-
tors when such serves best the objectives of individual training programs.
In the field of inter-agency cooperation, I fear this Agency has expléited
the resources of other agencies far more than they have exploited our fa-
cilities. Tor exsmple, in the past several years, about 200 persons have
receivad language training through the courtesy of other agencies, whereas
we have provided training to less than a score. In srea treining we have

been able to provide more than we have geined, for, so far as I know, this
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1s the only agency offering specielized area training oriented spe-
cifically for the intelligence profession. In our area courses we

have had over 50 other-agency personnel. Even in this, however, we

have not been exclusive benefactors, for in the pa;%:;eansother agen=-
cles have contributed around 200 individual lectures. While we recog~
nize that the individusl requirements of each agency nearly dictate

that it conduct the major part of its language program, it is our aim
that much of our area program may be conducted as a genuine inter-agency
cooperative in which other agencies will psrticipate in both the instruc-
tional and student phases. The program is only two years old, but the
receptiveness to the School's policy of full inter-agency cooperation
has been clearly indicated by the extent of participation of lecturers
and students.

In language training, we have endeavored to stimulate active inter-
agency cooperatlon through creation of an informal Roundtable of IAC
directors of language training. Regularly participating agencies are
CIA, State, NSA, USIA and the Air Force. The Roundtable meets once s
month, rotating its meeting place smong the agencies, The dominent
trait is informality: there is no organization, no chelrman, and no
formel agenda., There i8 a regular exchange of information on training
offered to the community, training desired, staff needs, training mater-
ials and methods, developmentsl plans, and other problems. The Round-
table has created’ cooperation in development of tests, and has sought

to develop some uniformity in sslaries of contract employees. The
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Roundtable also sponsors a "clearing house" of information, main-
tained informally in this School. Consequences have been expanded
training opportunities, decrease in duplication and economy.

5. Treining Standards. In our effort to fit the training pro-
gram and the individual, we endeavor to be fully familisr with various
programs and to assure ourselves of the competence of the individual
to do creditably in a recommended program. The potential of full-time
trainees is carefully evaluated in terms of aptitude, motivation and
family considerations that mey have a bearing upon application.
Information required for evaluation is gained through psychological
testing, recorded history of professional performance, previous train-
ing and academic records, consultation with supervisors end asssocistes,
and personsl interviews. Certification of qualificationé is made by
panels consisting of staff of the School, a psychologist, snd the can~

didate's supervisors and training officers.
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